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Summar y 


~ The purpose of this study was to compare the relative influences of five major sets of 
variables (demographic, personality, job attitudes, perceived work environment, and supervisor- 


rated performance) to determine their separate and combined contributions in explaining in- 
dividual retention decisions. The sample consisted of 163 lower level, military health care 
providers assigned to five branch clinics within the administrative jurisdiction of a large 


Naval Regional Medical Center. The sample was further divided into high (n = 46), undecided 


(n = 49), or low (n 3 68) intention groups, based on an individual's stated intent to remain 


in the naval service. A questionnaire designed to measure demographic, personality, job 
attitude and perceived work environment characteristics was administered voluntarily in small 


group sessions during normal working hours. Supervisor ratings of job performance, however, 


were obtained approximately six weeks following the collection of questionnaire data. Multiple 


discriminant analyses were conducted to identify significant between retention group discrim- 


inators drawn from each variable domain. These results were combined to produce a summary 


discriminant analysis which identified, across variable domains, those measures most strongly 
associated with turnover intention... This summary analysis produced two discriminant func- 
tions that significantly differentiated between turnover intention groups. The first func- 
tion was bipolar in nature anchored by work-related variables at the positive end and need 


for independence at the negative end. The second function was also bipolar in nature (or~ 


ganizational tenure X personality), and maximally discriminated between high intent to remain 


and undecided groups. In addition, supervisor ratings of job performance were not found to 


be significant between group discriminators at the multivariate level. Additional research 


to validate these findings utilizing actual turnover data is recommended. 
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Although problems associated with turuover and retention continue te plague military 
mapayers, Che complexits of such problems seeminnly clude many ainvestiyator:. Several 
guthors dave todteated that the majority af studies purportins to study turnover or at- 
trition tend bo be bivariate in nature CHor © Haulin, POS), Mobley, Grittith, Hand, & 

Mex lino 1979). While such studies are usetul in aidentitying important correlates of turn- 
over behavior, they typically lack the breadth to assess relative contributions of dif- 
terent catepyories of variables ia explaining the turnover process (Spencer & Steers, 1980). 

To illustrate this peint, an accumulation of research evidence sugvests a number of 
specitie relationships between several ditferent variables and job turnover, Age and or- 
ganizational tenure, tor example, have consistently predicted voluntary attrition with 
vounger, less expertenced emplovees penerally seen as better candidates for organizational 
withdrawal (Mobley, Horner, & Hollingsworth, 1978, 
Other backeround variables, such as sex and education have exbiblted weak or Inconsistent 
relationships with turnover behavior, yet are of (en viewed as potentially important mod- 
erators of the turnover decision process (Mobley, et a2., 1979). Job characteristics, 
job attitude, and psycholopical climate measures have also been used sucerssfully to ex- 
plain attrition and withdrawal behavior. Briefly, enriched and supportive work environ- 
ments coupled with high levels of job satisfaction have typically been associated with 
favorable retention decisions (Jones & James, 1979; LaRocco, Pugh & Gunderson, 1977; 
Butler & Jones, Note 1). 

Studies attempting to relate turnover behavior and individual difference or job per- 
formance measures have generally been less successful than those cited above. Individual 
difference measures have been almost entirely neglected in studies of turnover, despite 
continued demonstrations of their value in explaining other aspects of organizational be- 
havior and decision-making. In the few instances where such measures as locus of control 
or need strengths have been incorporated in turnover studies, results have either failed 
to generalize or bave accounted for essentially trivial amounts of variance (Mobley, et 
al., 1979, Lau, Note 2). In cerms of job performance, Martin, Price, and Mueller (1981) 
reported that nurses who lett their jobs did not perform significantly better than those 
who stayed, despite indications in the literature which suggest that emplovees who leave 
their organizations are penerally better performers. 

Repardless of the value of contributions made by the studies cited above in increas- 
ing understanding of specific aspects of turnover behavior, others have underscored the 
need to develop more comprehensive, multivariate, process approaches to explaining turn- 
over decision-making (Hom & Hulin, I9RlL, Mobley, et al., 1979; Spencer & Steers, 1980). 
In particular, studies are necessary that can concurrently assess the contribution of 
measures representative of multiple variable domains previously demonstrated as ante- 
cedent correlates of turnover. The current study compared the relative influences of 
five major sets of variables (Ci.e., demographic, personality, job attitudes, perceived 
work environment, and supervisor-rated performance) to determine their contributions in 


explaining individual retention decisions. 


Method 
Sample. The sample consisted of 163 individuals (69° response rate) assigned to 
five branch clinics assigned to a large Naval Regional Medical Center. Overall, 66” 


were assipned to a direct care billet, 77% were male, and 717 were rated hospital corps- 


- Porter, Stesrs, Mowday, & Boulian, 1974). 
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men Cece. mean pavyerade = b-4). 0 Age and level of educution ranged trom 19 to 48 (M = 26.4 
years) and tenth prade to post baccalaureate (M = L322 years), respectively. 

Questionnaire admigistration. A questionnaire designed to measure concepts within cach 
at the major variable domains voted earlier was administered voluntarily ano small group ses- 
siens durta., agermal working hours. Demopraphic characteristics inebuded measures of Che reo 
spondent's age. sexy, payerade. job type Cmedical vs. noamedical job assiynment), education, 
and the lenptt oof Gime spent am (a) the Navy, (b) current pavprade, and (co) present duty as~ 
signment.  Bersenahity measures tnebuded self-esteem (Rosenbery, 1965), state anxiety 
(Spiedberyer, Gorsuct, S fushene, 1970), nubtidimenstonal focus of control (Levenson, 1973), 
status conesrn CXautmga, §997), copnpitive complexity (Jones & Butler, 1980), manifest needs 
(Steers S Braunstein, L876), and compliance with conventional work nerms (James & Jones, 
L980... The Jeb attitude measures were jgeb involvement CLodahl & Kejner, 1965), perceived 
task importance, job and Nave sataistaction, and the individual's anticipated retention de- 
cision. 

The work environment medsares cuagsisted of 23 composites designed to reflect different 
dimensions of perceived werk climate, specifically leadership, work strain, job character- 
istics, and other relativedy enduring aspects of the workgroup and organization (Jones & 
James, 1979). Finally, superviser assessments of job performance were obtained approxi 
mately six weeks tellowing the collection of questionnaire data. The job pertormance 
ratings reflected willingness to put in extra time and effort, carelessness, effectiveness 
of cmergency medical skills, positive patient-related attitudes, nonprotessional demeanor , 
and a single item assessing the quality of the individual's overall behavior. 

Analysis, Analysis of the data proceeded in four stages. Firse, the 23 work environ- 
ment composites were component analyzed to produce a reduced set of more global measures. 
Second, the sample was divided into bigh (n = 46), undecided (n = 49), or low (n = 68) 
intention groups based on an individual's stated intent to remain in the naval service. 
Third, multiple discriminant analyses were conducted to identify significant between re- 
tention yroup discriminaters drawn from each variable domain. Finally, the results of the 
separate within domain analyses were combined to produce a summary discriminant analysis 
designed to identify, across variable domains, those measures most strongly identified 
with turnover intention. 

Results 

Components analysis. A principal components analysis of the 23 individual work en- 
vironment measures produced four components with eigenvalues > 1.0. The first component was 
rather strikingly defined by measures associated with a variety of leader behaviors, in- 
cluding aspects of Leader behaviors, ineluding aspects of leader intluence, zoal emphasis, 
interaction and facilitation skills, and trust. The second component was dominated by 
measures of workgroup (e.p., cooperation, pride, friendliness) and organizational Copen- 
ness of expression, organizational esprit) characteristics, and generally reflected a 
variety of situational or unit influences. the third component was defined most clearly 
by job characteristic measures (Ce.g., variety, challenge importance, and autonomy), while 
the final component reflected a pressure, conflict, or general strain dimenston., Based 
upon this pattern of relationships, the four components were labelled Leadership Facili- 


tation and Support, Unit Influences, Job Enlargement, and Job Pressure, Component scores 


(M = 0, SD = 1.0) were computed for each participant en each of the four work environment 


dimensions by a direct solution method (Harman, 1967) for use in the remaining analyses. 
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Within domain analyses. Difterences between turnover ditention yrouwps were identified 
ee ee ee Se ee - hee 


- + 


usinp multiple discriminant analysis. ‘lee sixnmificant discriminating variables trom cach of 


these anolvses, along with the total sample means, standard deviations. and associated jac 


ternal consistency esttindtes Cwhere aporoprpate)d are bist) a oan Teble dd. For Che «aight back- 
yround measures, two cisadticat tune tions were obtatmed Cr = 290, te Mt Sate oe +. 
~ a i¢ 
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Means, Standard Deviations, and Tnternal Consisteney 


Estimates tor Stenittcant Turnover Intention 


Croups Diseriminaters Ca - los) 
Variable No. of 
_Boma in s Be Teens a 
lL. Backy round Measures 

f. Paverade 44! er 1 ois Be 

2. Age 2A, $9 ae ] iy Se 

3. Months on Active Duty 69,47 bb 87 1 Nn. a 
TI}. Personality Measures 

Ll. Work Values 47.9 Fae 13 87 

2. Need for Independence 11.99 nae 8 4 242 

3. Need ter Solitude lo. 33 hee 4 ee 

4. Need for Dominance l6.2] v6 S 77 

9. Internal Control jac; 3 4.54 7 HD 

h. Chances Contral COL a8 ty, 77 8 .78 

7. Impetuosity T.7 9b 3 43 

Til. Job Attitude Measures 

1. Navy Satisfaction 1), 54 3.34 4 ae 

2, Job Involvement 16.85 ee 6 80 
IV. Work Environment Measures 

lL. Unit Influences LO] 1.03 - n.a. 

2, Job Enlarypement mere .97 - Nas 
VV. Job Pertormance Measures 

lL. EXtra hi tert ena oa 6 90 

2. Non-Protessional Demeanor 7.83 2 hs Ly .70 


p< -05, respeetivedy), abtheugh only paygrade, age and months on active duty had both in- 
terpretable standardized discriminant function covfficients (ise... + % 230) and significant 
univerlate F-ratios. These three variables were retained for later use. The persanality 
measures analysis also venerated two significant discriminant functions (r = 2.50, p « .001 
and r = .40, p< .05, respectively). The significant vartables included work values, needs 
needs for independence, solitude, and dominance Clrom manitest needs), internal and chance 
locus of control, and impetuosity Clrom copnitive complexity). 

Analysis of the three remaining domain categortes produced a single significant dis- 
crimimant function in each instance. For the job attitude domain, this function was prin- 


cipally delined by the Navy satisfactten and job involvement measures (ro = 294, p< .O01). 
ee 


=: 


For the four work environment components described an the preceding section, only the Unit 
lnfluenees and Job Enlargement dimensions produced siynittoant between-proup discrimination 
Cr. = 73, p< .U0OL). Although the only measures of supetvisor-rated job performance that 

failed to discriminate between Curnover intention xroups at the univariate level were posi- 
tive patient attrtude and the sanpbecutenm measure of overal] behavior oe Og FE. Pee lh Dh LOL 


this tunetion), only the extra etrort and non-professional demeanor measures were also sip~ 


Niticant diseriminators at the multivariate level, 


Across domatn analysis. A tinal stepwise discriminant analysis was conducted which 


produced two signitieant tunetions Cr = oh35 -—p <.,U0D and r= .4h,. p< MOL, respec tivery) 
ae 
and ucilized only LQ of the To variables shown in Table Ll. Inspection of the marker vari- 
ables tor the first tumetion indicated that tive of the original lo variables were related 
to turnover intention, ineluding Navy satistaction, job enlargenent, needs for independence 
and dominance, and job involvement. The second tunetion was defined by seven variables, 
including, months on active duty, work values, needs for independence and solituge, both 
locus of control measures, and, to a lesser extent, Navy satistaction. Finally, usiny 
those LO variables correct group classitication was obtained for 67.6. of the high intent 
to remain group, 61,2° of the undecided group, and 63.0" of the low intent to remain group 
(64.4 0 correet classification, overall). Interestingly, none of the job performance meas- 
ures made a unique contribution beyond the variables just noted and were deleted from 
further analysis. 

Table 2 contains the discriminant structure matrix and group centroids fer the final, 
reduced list of discriminating variables. Iu addition, Fiyures 1 and 2 illustrate the 
overall pattern of these results by showing the group profiles plotted for cach disctrimin- 
ant function, Joint inspection of the rotated discriminant function cocfficients and 
centroid means contained in Table 2 and the values plotted in the respective figures can 
be used to aid interpretation. The first funetion, tor example, appears to maximally dis- 
criminate between tigh and lew intention ¢roups. Mean differences on discriminating vari- 
ables were most salient tor Navy satisfaction, necd for independence, job invelvement, jab 
enlargement, and need for dominance. More spesitireally those individuals with a high intent 
to remain would likely report higher levels of (4) satistaction with the Navy, (b) job 
involvement, (co) job enlargement, and (dad) needs ter domiognce. Additionally, such individuals 
would likely have a greater tendenev toward proup cooperation as evidenced by lower needs 
for independence. 


Table 2 


Rotated Discriminant Fumtion Coefficients 


and Group Centroid Means 


IT. Rotated D yiscriminant Func Cron Coet fie rents Fane tion 

Var i ables I ‘ 
1, Navy Satisfaction 259 = 4¥] 
2. Need for Independence -~.43 pee 
3. Job Tnvolvement lang (V5 
4. Job Enlargement -.26 - 06 
5. Need for Dominance whl - 0] 
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Turnover Intention Croup Profiles for Function 1 
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that job pertormance was not related to turnover, 
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undecided (n = 49), or low (mn = 68) intention proups, based on an individual's 
stated intent to remain in the naval service. 


A questionnaire designed to measure demographic, personality, job atti- 
tude and perceived work environment characteristics was administered voluntar- 
ily in small group sessions during normal working hours. Supervisor ratings 
of job pertormance, however, were obtained *sproximately six weeks following 
the collection of questionnaire data. Multiple discriminant analyses were 
conducted to identify significant between retention group discriminators 
drawn trom cach variable domain. These results were combined to produce a 
summary discriminant analysis which identified, across variable domains, 
those measures most strongly associated with turnover intention. This sum-~ 
marv analysis produced two discriminane functions that significantly differ- 
entiated between turnover intention proups., The first function was bipolar 
In Nature anchored by work-related variables at the positive end and need for 
independence at the negative end. The second function was also bipolar in 
nature (organizational tenure X personality), and maximally discriminated be- 
tween high intent to remain and undecided groups. In addition, supervisor 
ratings of job performance were not found to be sipnificant between group dis- 
criminators at the multivariate level. Additional research to validate these 
findings utilizing actual turnover data is recommended. 
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